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	Case Study 2


	Calgary Health Region


	Project Title
	Cell Phone Free Driving Policy: See What You’re Missing!


	Project Sponsor
	Wellness & Citizen Engagement Portfolio 
Calgary Health Region



	Project Contact
	Donald Barker, Wellness Strategist 
403.943.1173 | donald.barker@calgaryhealthregion.ca


	Project Description
	After consultation with industry experts and a review of recent literature, the Calgary Health Region decided to revise the road safety section of its cell phone policy. As of January 1, 2008, staff and physicians can no longer use hand-held or hands-free cellular phones, personal data assistants (PDAs) or other wireless devices while operating a vehicle during work hours. Instead, the vehicle must be stationary before the driver uses any form of cellular technology.

Prior to the cell phone revision, the Region allowed the use of hands-free technology while driving. Recent studies show that hands-free devices do not reduce collision risk because the conversation is the major distraction, not the device itself. 


	Purpose or Objective(s)
	· to improve overall wellness and safety for all employees and physicians
· to educate staff and physicians on the risks of all driver distractions (with a specific emphasis on cellular technology)

· to inspire staff and physicians to examine how and why they use wireless technology while driving

· to inspire staff and physicians to consider the efficacy of their conversations when they cannot focus all of their attention on the caller and the content of the discussion
· to enhance staff and physician well-being and safety by giving them permission to focus al of their attention on driving when operating a vehicle to complete work duties 
· to lead the community by example

· to improve road safety throughout the communities in the Health Region
· to support evidence-informed practice



	Context


	The new policy impacts approximately 25 000 staff and physicians who work in both rural and urban environments within a large geographical health region. The policy affects support staff, frontline workers, administrators and leadership..  



	Process


	· Regional representatives from several portfolios raised concerns about the discrepancy between the Region’s cell phone policy and the recommendations of current literature in the area of driving safety

· These concerns were then presented to Regional leadership who supported the proposed policy revision but first requested a thorough examination of the evidence
· Wellness & Citizen Engagement then: 1) completed a detailed review of the literature on driver distraction and the risks of using a cell phone while operating a vehicle, 2) spoke with local researchers who study driver distraction and 3) consulted other organizations and health regions who had implemented a cell phone free driving policy

· Regional leadership then reviewed all the evidence, accepted the policy revision and requested the development of specific resources and practical tools to assist staff and physicians with the transition to cell phone free driving 

· Wellness & Citizen Engagement held face-to-face consultations to glean ideas and concerns from key groups of staff and physicians who spend much of their workday driving: Home Care, Rural Health, Public Health, Environmental Health, physicians, Medical Advisory Board, Corporate staff
· Feedback from staff and physician consultations influenced the specific content of the education materials and practical tools

· Met with Policy Services for support around the policy revision



	Implementation
	Two months prior to revised policy implementation date:

· Provided detailed communication to all Regional leadership about the roll out of the policy and the newly developed education tools 

· Initiated or supported communication to all staff and physicians about the policy revision (and the rationale for the change) through four internal communication tools: 1) a print newsletter, 2) an electronic newsletter, 3) the Regional internal website and 4) a print physician newsletter/magazine 

· Inspired an article in the Region’s community wellness magazine – Apple – to highlight the risks of cell phone use while driving

· On January 1, 2008, Policy Services released an official announcement of the policy change via the Region’s electronic e-mail news system

Week before policy implementation date:

· Memo sent to Regional leadership to update them on the revision and highlight simple ways they can help facilitate the transition to cell phone free driving

Day of policy implementation date:

· Re-released the policy details and rationale to all staff and physicians via the Region’s electronic e-mail news system

First month of revised policy:

· Published education resources and practical tools on a new website: www.calgaryhealthregion.ca/wellness


	Outcomes
	· Joined the provincial Coalition for Cell Phone Free Driving

· Developed a series of practical tools (including a PowerPoint presentation) to help staff and physicians transition to cell phone free driving

· Created an external website to make resources accessible to staff, physicians and all other citizens

· Designed a print handout to visually depict the distracting effect of talking on a cell phone while driving 


	Keys to Success
	1. Policy needs to be supported and driven by leadership
2. Consultation and education with target audience groups:

· to establish rapport, credibility and trust with audience
· to help identify the early adopters who will help spread the key messages to colleagues and the community
· to gain insight into the education needs
· to gain insight into organizational barriers
3. Take time to collaborate with individuals or groups who oppose a cell phone free driving policy in order to gain a better understanding of their specific concerns and needs
4. Consultation with other organizations who have implemented a similar policy to get a sense of their struggles and recommendations

5. Harm reduction and motivational approach rather than enforcement with escalating disciplinary action. This encourages conversation with those employees who oppose the policy in order to understand their issues and find effective solutions. In a health system environment, there may be situations where key staff or physicians must answer a cell phone call – the key is to work together to devise ways to minimize their risk or better manage the expectations of their colleagues.   


	Opportunities & Ideas to Leverage Project
	· Maintain partnership with Integrated Workforce Services by educating their technology instructors on how to incorporate messages on the safe use of cellular devices during staff technology training. Each time staff receive training on how to use a PDA, they will simultaneously receive support on the risks of using a PDA while driving.

· Review the cell phone policy and web-based education tools with all new managers in the Region during the Management Foundation Program. Review their role in supporting their staff and modelling best practices.
· Developing an online survey to measure change in staff’s attitudes and behaviours with regards to cell phone use while driving. This survey will be implemented before the Region initiates its Summer 2008 awareness campaign in hopes of capturing some pre- and post-education comparisons. 
· Organize a Regional recognition award for staff members who support and model the revised policy. Include the opportunity to provide ideas for new strategies and tips that support a transition towards cell phone free driving.
· Calgary Health Link, the Region’s telephone health information service, now asks callers if they are driving a vehicle when they call in to ask for support and advice. If the caller is driving, they explain the collision risk and ask if they’d be willing to pull safely out of traffic.

 

	Challenges
	1. Some staff and physicians who receive emergency calls on a regular basis were concerned about the policy revision’s potential effect on quality patient care since there could be delays in communication.

· Responded by emphasizing that a key purpose of the policy is to keep our staff and physicians safe and well so they can effectively help our patients. An injured doctor or nurse could effectively hinder patient care more than a delayed response.
· However, the Region also recognizes that there will be extenuating circumstances where a physician must respond to a cell phone call while driving.
2. Some staff groups were concerned about increased workload issues if they no longer had the freedom to multitask while driving. 
· Explained that a goal of the policy is to inspire everyone to examine how wireless technology impacts their wellness. 

· The key message for this group relates to the difference between ‘being accessible vs. being available’. In order to make effective decisions around administrative or patient care issues, staff must be mentally ‘available’ to process the content of a conversation – an impossibility when driving (especially in poor weather or heavy traffic). Simply being ‘accessible’ by phone at all times does not ensure meaningful dialogue or effective practice. 
· Education resources also address the need for the entire work culture to support a transition to cell phone free driving – this involves all levels of staff re-examining their expectations around colleague accessibility and deadlines/timelines. 


	Documentation
	· www.calgaryhealthregion.ca/wellness
· Region memo to Leadership

· Internal newsletter articles
· Apple magazine article on cell phones: “Mobile Mayhem”


	Related Information
	· Coalition for Cell Phone Free Driving: www.cellphonefreedriving.com

· Canadian Automobile Association: www.caa.ca 
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